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I attach herewith a copy of our '""Review and
Evaluation of Career Trainee Systems' and also
a copy of a study written by | | STAT
STAT |:| and based on the answers provided by
recent employees to the CSC's questionnaire.

Please review these papers and be prepared
to discuss our work in this field at a meeting of
the committee to be called early in January.

We are arranging to make these materials
“available to the junior members of the committee
so that they, too, will be in a position to discuss
them,
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The Honorable John W, Macy, Jr,

| Chairman

’ United States Civil Service Commission
Washington, D. C, 20415

Subject: Review and Evaluation of Career Trainee Systems

Dear John;

We are pleased to forward herewith the report which was
drawn up by the committes we formed to evaluate the Agoency's
careor trainece syastem. The committee that drew up the report
was composed in accordance with the suggestions in paragraph 3
of the call for an evaluation. The report itself is based on written
submissions from committee members and notes taken during
two extensive roviews of a proposed text.

The very nature of this exercise praevented us from
validating the individual criticisms of our systers. However, we
feel that we have learned a groat deal and believe that in due
time we will be ablo to determine the extent to which conditions
nesding correction are prevalent within the Agency. Ve will also
be able to test the foaaibility of some of the very interesting ideas
which were advanced during the course of our talka, .

' I trust that this report will be useful to the Civil Service"
Commission in drafting its response to the President's call for

a survey of this very important subject.

Sincevely, ot
s/ L. K. White :L
AVSL TN L. K. White
Executive Director
Attachmant
GMStewart (26 Nov 68) . STAT o
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THE PRESIDENT 'S PROGRAM FOR TALENTED
YOUTH IN THE FEDERAL SERVICE

Carcer Trainee Manapoment in the Central Intelligence Agency

THTRODUCTION

Concepts of career service underlic practlcally all

. personnel manageaent ia CIA. Moot professional employees

ILLEGIB

Care recrulted as young college graduntes and arve selected
for their carsor inter&aia and ¢arosy pﬁtential. For i
management purposes they are assignod to one of scveral
“Carcor Scrvices", which in cortain caszes are further
pubdivided inte groups, cach of which encompassces a major ;
functional area, includes the requived numbers and kinds |
of personnel to carry out particular Agpencye-wide functional
responsibilities, and constitutes a humoganduﬁ compatitivef
area within which itz members are developed and amsigned.
The hoads of these Career Services select, train, develop,
pronote ané deploy their personnel to mest current and long-

range needs, They have lopg-term carger respousibility for

the amembers of their Services even when those menbers are
aspigned to other comsand Jjurisdictions,

Young professional employoces enter the Agency throuph
direct hire into one of the Careoer &ﬁrviaéﬁ, oy through a

special gsolection and training program which is centrally
Approved For Release 2003/04/29.:.CIA-RDP84:09780R003700090022-1
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manaced for the Apency a&s & whole and which ig called the
Caraer Tr&iniag Progrom. Those who enter through the

Carcer Training Program aye selected on the basis of general
ag well as specialized qualifications, and with a particular
view to their developmental potential. They receive broad
Agency training and orientation bofore thuoy are tramsferrced -

to one of the Carcor Scrvices for duty.

BPART 1

A. Manarement of Careey Tralinee Systems

1. Curvent Syaten

a. What provision iz mnde for ceiling and funds
allocation or for otasrwise insuring a
continuing intaks of career trainges?

The career traince iaput roquirements of the several
Carcor Sorvices and of the Carear Traiaiag Program are
dovoloped annuaily and ere included in the Advanced Stafiing
Plan which establishes the Agency's personnel input turgets
for each fimcal year. IRach of the several Cazeer Services
determines the portiosn of total input whieh it wishes to d
come via the Carcer Training Program. Thoy sleo deteraine
the Linds of academic background amd exp@riancé which are
mecded to suit curront and prospective roguirementsz. Xt
is implicit that cach component has allocated funds to

support its requiresent.

Approved For Release 200:{[@41‘2? f::”f(":JKI;RDPSZﬁONO7§-6§0‘?3700090022-1
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b, What provision has boen made to monitor and ILLEGIB..
coordinate career traiunee developnont? .

The developmantal programns i the Carser Services {
and in the Carecr Tralining Program itself zre designed to
provide experience mad training to suit individunls for /
levels of progressively preator rosponsibility is their
career iields, Hoaltoring and coordination of developmental
activities are achicved through Bonrds and Panels in cach
Career Bervice area. Throughout the organization, however,
tho supervisor is the koy to effective carcer management.
C. Wiant criteria axe used to doterzine the
nunbers of caresyr trainecs asand the kinds
of coliege majors or experionce necdod?
The anture of the Job ssts the requircements for
Career Tralnees. Thus tho operstisy offices, in accordance
‘with theoixr Zunctional reﬁgonaibilitiaﬂ,‘determina the numbers
of young professionzl cmployees who are meeded and what
their educational and expericnce qualifications smbhould be.

Requirenonts arise frem o review of immediate, short-term

needs and alsoe fvom a coniinuing study of the size, composition, -
turnover rate apd loag=term trends in each of the Services,

In this way rate of recruitcent is related to futwre rate

A

of rdvancement.

d., ¥What is the cobjective of the carecr traizes
developasnt progran, & tarpet position ia a
specialty, or general development?

The objectives of carcor munagement, iﬁ@,, carceyr

trainge developuental activitios, are to staff the %ﬁ)nﬁy
-Approved For Release 2003/04/29 : dIA RDP84 00780R0037000 22
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wiith the best availoble individuzls, to identify the most
prowising people, and to provide then the trainlng end vork
expericnce which will equip them to take on incrcasing
recponsibilities. Generally, initial orientation im tawar&!,/
a specific Job or type of job with required background, %
Then through in-house and extersal training and varied
ssoignments, it is azpocted that the officer will enlarge
his potential and make @ place for hiamsel! in tho line of J
succossion to smiddle asd topelevel functlonal and mansgew-
ment pasitions,

e.- ¥hat has been doae o insure ibat the target

pogition does, in fact, roquire an lacunbent
with a colliege deygres or equivalent?

There ars 80 "target positions™ am such; thore are |
Joks %o be tilled at Junior profossioneal levels, sach with
its production and perforgance roquirements. The oducaticnal
requiresents for incumbentes are et by operating componconts
asd aro revigved by the Oifice of Persounel., |

2. To vhat extent aro career trainees involved in ILLEGIB
planning 2nd operating careey tralres propgrams? .

§
e

To Gate, carcer trainess have boen involved very little
in planning and opsratinyg career tralnee prograna.\iEggir
1niﬂr@eta, preferences nnd ;sfor%ﬁ}'ev&lnationa are consulted
and taken into account, bul thﬁra‘is ne sysitenatic provision .
for formal participation, fndividuals cas snd do initiste

Fegquests for traisiag or reassighment on an ad hoo basis.

Approved For Release 2003/04/29 : CIA-RDP84-00780R003700090022-1

1
| S S AT RN SR WL RIS ST



7

Approved For Release fU'Q3IQ4129 CTA RDP84- 0U789R003700090022 -1

Wil Wd w brbiimd b e S w e

el

2, Evaluation

a, By mansgenent,

This is a taskeoriznted Azency, characterized throughe

out by an operational foous, Xtz relatively brief and

sctive history, snd the nature and variety o its
responsibilitios, some of which have been gdded in very
rocont times, are reflected in the diversme practices of |
its virious compounents with respect io carcer managemont,

¥e toke it for granted thit careecr nansgenent pbllosophy "
ILLEGIB::

and practice will vary fa the organization according to the .

functional concerns uund operational objectives of the anjor
elements, Rach has boen ieft to develop ita own procedures,
and Agencyewide, coordinated action exists et obly tve levelws
the threshold Career Trainioyg Program, amd the Bid-Coroer
Progran, What happens in betvecn s & matter for loesl
deternination, with ﬂha—aﬁtﬂndant dzpgere of sporadic,

ad hoc attention to individual intevesis.

Given the broad rasge of spaialties required and the
particulay prabless of m&ﬂurify compartmentation, complicated
povhaps by some of the "gan@raiion sap™ problems familiay
today, our managers® viows vary with respesot to the succesa-/f

of current system., Some doubt that it ig entirely satistaciory. - |
ILLEGIB .

-

They do Jeel that the sechanizsm exists for japlemoentation

o3 4 CAreer Drograms, tut that improvosents in implementation

Approved For Releﬁse 2003/04/29:'CIA- RDP84 0?780R003700090022 -1
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are desirable. In particular, it is necessary that the system be

flexible and dynamic in keeping with the Agency's overall need to

be the same. They recognize that differences in practice can

-

ILLEGIB"

i
e

result in inequities and can restrict the opportunities of individual

employees for training and rotatiohal:issignmehts; and that a ‘
greater degree of Agency-wide review and poucy'guidan'co may'

be depirable.

\

-
,-

: ' o i
I DR
b. B-Y career trainees. -\ 5 70/ i//l/

We believe that mos career trainees consider the Agoncy's

managemont practices to be adequate. However, they are quick

to idontify' certain deficlencies or pointas of criticism, These are

evaluate them. This, as a general propoa.'ition. holds true of the

’ 6

here although there has been no way, in the time allotted, to

./‘

[T WAL

"The college degree req\iirement is unrealistic for too
many of the jobs to which career trainees are assigned

The Agency does a good job of selecting career trainees

Ap

and preparing them for the first job - but there is inadequate
follow-through., Career Services appear to pay little atteation’
to their people except for matters of promotion and occasional
training. |

Questions conceraing training and rotational assigument are
sually handled by the line supervisor and he often is unablo*"
[or unwilling to do anything.

Career Tx;ainocs are looked upon as a sort of talent pool;
a certain amount of "drudge" work is necessary and is
expectad, but many of them get bored and discouraged while

am&%ﬁkzlmepbmmsmehmdMRoowoooeoozzq-

' '1\ ::l-ﬁ\."]

ILLEGIB'
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A

There are too mony restrictions on rotatlonal \
nosignaent, particularliy soross organizational’
lines.

Bupervizors are tod involved in operations
to bo conceraed about p@rsannal managonent.

The trainee rarely hzs an opportuniiy to expross
his opinions dircceily to the declision milers,

There seldon g & noeed Yoy couvnseling, but we
would 1ike to feel that thore is provision for
it. In some ayous there iz only the svperviser
to cousult; in others 4t is left ftu GV&?I? Junio
patple; az& in othexs to senior officialy who

have little or o rapport with the youny cxployee.

Young professionnls are guick to recognize that
their carcers will dopend upon perfornance and —
operational ﬂumw@ﬁmﬁcw. They do not Ask papagew
ment to Ydoevelop"™ them; they ask it to give them

& chance to shov tholy nettle,

There apponrs to e o Agebey concorn for the
interosts of an 1nﬁividua1 enployee, only &
loenl concern in the unit to wiich heo is
aesigned. IZ ke iy transferred to another
corponent, be starts {rom scrateh smd has o

ILLEGIB -

rove himself all over apsib.

The une of people ig not planned sufficiently P\
in sdvance, When I rwparteﬁ to my {irsg aaaimau
ment nobody bhed planned what I was o Ao,

¢, Comnittoe conclusions,

In thoir individual responses to the outline, meanbers

LLEGIB :

of the commitice addressed a largo proportion of th. .o
criticinns of the Ageacy's personncl mansgezment to thila
seetion. ¥e discovered that they did so becxuso of ,
wideapread beliad in the dgency that ouwr probloms are !
deeply interrelated and can be trested most adequately //

in a digeussion of the ovorall systen rather thanh vader

scpGrate headings. T'he committee accepted this line of
Approved For Release 2003/04/29 : CIA-RDP84-00780R003700090022-1
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thinking aod ino drawlng up its conclusions ranged fayr —
and wide,

| Wo docided that tho most luportant eriticisa leveled (l
at managoment has to do with the apparont undaramploymgpt
of caliegn-araduntaﬁ during thoix first iawvya;févwith

the Apency. & aunber of them - and the nature of4our
inquiry was such {hat the exsct number could not be w’;
dotersined = aro kncwn Lo be used in positions which

¢o not require a college cducation. Ropresentatives of

cur line managers cxplain that this circunstance arizos
from a practice long observed in the Agency of assigning
siguificant nunbers of new employees to routine, ropotitive
v-fuactiana which, is addition td‘bwiag RECOTBATY , aﬁe
presuncd to have traising value, It is, bowever, recognized

thst cﬁmng@ﬁ in cur minsion hove resulted in the extension |

of & number of college graduates in &uaﬁ yeﬂiﬁionz for on ﬁ

&“unr@aaanahla period of tizme, Cme nesber of the committes
said that in his view thia ex;lanation i& r&nuanabla but
that the Agency must canﬁiacr whathar &ts raactien tima to

chanpging ciraumwt«naaﬁ haa h@@ﬂ tao 81@W¢ Thao cemmittaa

agiaéd that thia is a prﬂ&lmm‘w&ich wnuld bear further
atudy, Concern gbout the negative wﬁfwcﬁ of this situstion

on tho attitude of porgons st3ll in colloge vas expressed
and it was agreed that lous of good college gyadumtes
during theiy 2iret twe years of employment has & pegative

Approved For Relea: 2003/04J29 CIA RDP84~00780R003700090022 1
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cffoct on recruitzent, In coucluding 1]

T 4

discussion, we agrecd that there are wide arecas of the -

Agency in whicﬁfeollege graduates sre hired into positions)

and ascignod to responaibilities commensurate with their

training at a vory carly date, 7

The committoo feels that the overall atructure of

ouy s¢veral "Career Scrvices" should be restudied to v

provi#g,far betitor allocation of prople, & greater deproo
‘ y)of”§i;xibillty ina reapﬁnding to now missions and tosks,
7 and broader opportunities for varied assignments and

o < .
?E##r hjadvancaacat for the individwal, Our carcer services have

N
ILLQ%%B*” groun up over the years and theo lioes that divide soxme

of them have appeared to be increasingly artificial as
we dimcover the mamne type of officer with tho same backe
-ground amd the same career aspirations appearing on both
sides of these lines.

P Similarly, tho cozmittce agreed that a mott carelul

a“"
and particularly conpetitive prozoticas. Xt i bolieved /fﬂt}
. Vi

teat in some instances ide concept of competitiveness has ]
Lbeon carried to the pdnt that the arecss of competition ﬂtﬁ%
/too vide to be handled by single promution panels. Subie

study should bo made of grade structure, promotion practices,

f
LEGIB
a‘“:

divioioens, although arbitrary apd to a degree mechanical ia
nature, would be mors wanagesble and might well result in
the exercise of greator disorimination..

—
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/ii/f”’//;ﬁmrﬁﬂﬂﬁu opportuniiies for rofatiomal assignmonts,
both to achleve graester utilization of manpowver '

///////, and to provide developaenital oxporisnco. , )

Approved For Release 2003/04/29 :-CIA-RDP84- 00780R003700090022 1
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.Finally, the alliccation of muthority fov deteramininpg

Wi’

the agoncy. Deceniralization is only pariisl im its effect D¢/

nersonnel actions has resained unsettled in nany aroas of

with the wesult that there is & tug of war beilweon sub- —j%;;'m
ordinate echelons and superior schelong. ?ﬁfﬁg;g@ﬁégfm ihﬂﬁ”if _
having to do with the training angd assignnment of recenily g‘ﬂf"
cmployed college graduntes oxXperience considersble digfficulty

in getting declmionz,

3. Plans for the Fulurs . _ WM LLEGIB

in general, we bellove thet we have a carcer manage-
ment program Whiﬁh, thoush docentralized, is reuponsive
to the Agency'’s needs and which motivates and rewards it;‘
employses. ¥e recognize the valldity of somo ©f the
faragaing eriticisms, howpver, and conteaplats leprovementd
rlong the following lines: .

Hore widespread dovelopment and use of "comer"” lists.

Hore specific aud timely identification of

inttiel assiguments fox Juaier prolessiocsal
enployecs.

Yore ajatamatic Texilowe-up ané.cnnnﬁazing procgsdures
foyr youhg profcsulonals, pawtiaularly during tholsy

“ firﬂt twn ywars fn the &gancy,

P Periodic review oFf promeoticn and tyralniag policiaa

equity and unifornity of troatuent, : py

Approved For Release 2003/04/29 : CIA-RDP84-00780R003700090022-1
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Wofiend to take the resulis of this and other recent g*fj 7
persennel situdies and sezess the relovance and flexibility | t‘ﬁﬂ:‘l5
of our current progran to the problems of today and tha ]

neayr future.

B, Carooyr Tralnes sssfgnents

1. Current Procran

8. What criteris sre used to gelect capeer trainee
agsiztnents?

Carecr Traince ascipnnents are noit ldontified as

puch; they are assigoncuts vuhich are considersd to ve |
|

in%roéuctury to the functional area in which the iadividaal - .

is expected to dovelop. They will vary with the requirements |LLEGN3

and the availability of positions in 2 givenh syea. Tho
abilitiaes of tho supervisor, the variety or location of
tho work, atc., &3¢ incidsatal comsiderations, In an
Agency such ag ours operational necessity sometimes will
Jdemand that peeds como £irst and people must be assigned
to zect them. Sone ﬂﬁﬂiﬁﬂm&ntﬂ‘ﬁhuﬂ aust be ande in‘th&
hope that the persen iavolved will "work out™, bocause

- he iz needed and hnﬁp@n& o bo the only pargon avallable
at the time. Wé try to Loep guﬁh siteatlone to the

slinlaun, With rospoest o the inltial ansiguwment, the

preferences of the indiyideal sre taken into accouwnt to
the extont pessible, In the past few vears the laevel of
saturity of our pew caresr trainees bas ineraaéeﬁ pglignlifi-
cantly sand it hasg become increasikgly dmportant that we

select spphoueddivtReted sp200aPY/L0T CHMRDRAL 0PZEORENZEINDAANI2,1
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b, To what extent are rotational assignments
used?

Rotational assignmonts are being used incrensingly
withia the majer componsnis, particularly in those which
afford the opportunity of headquarters/field rotation,
or those wﬁose functional concerns sre Lroad snough to
afford a variety of relevant experience.

G. At vhat levels are assignments given? Local,
headguarters, 1nterma&iate levalis?

Assigzaments are given at local and interm&diatﬁ
levels, within guidelines established by the head of
the Career Service or anjor cnwponent'cancarned.

de VWho participates in the solection of
aa&ignm&ntﬁ v o a?®

eifagﬂment)aelacts the asslignments, taking into
account insofar as possible the presumed interests,
abilities and preferences of the assignees, In sany
instances this is done without consultation with the
enployee.

@, How does the agency insure that assignmcats
are interssting and involve productive work?

There is po systematic provision to insure that
agsigononis are interesting and involve prqductiva WOrk.
Generally speaking, cansgers and suﬁerviﬁars are fully
avare of their responsibility té sake oftective use of
their people. ‘ '

Approved For Release 2003/04/29: CIA: RDBgﬂ.aaomQR003700090022 1
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¢. HRow long 1is the carecy traince in a trainee
status, i.¢., until he is agsigned to the
immediate target position?

» Immodinte target positions are not identifled as v
such., The itrainee is assigned to a Job when his formal
,‘inﬁroductory training is completed, which may be within a
‘faw weeks or several mouth&.' Generally speaking, he is

considered to beo in a {rainee status, even though assigned |

to a position, during hig probaticpary yesr and, in certain
functional areas, for even longer.

t

g. Are assignunents sufficient, in content and
longth, to prepare the career trainse for
his immediate target posiiion?
Assignments are suificient to provide an introduction
to the career area in which the traines is expected to
develop.

2, FEvaluation

a, By mnanagement.
Managemant of career trainee assiguments penerally

is left to the major operating components. There is no ILLEGIB-

formal system to insure the corroct as&igﬁment in every
case. In those areas where requirements and functional
responsibilities are ralatively predictable, a generally -
good job is done and instances of diséatisfaation are fevw.

In other areas, particularly those which oxtend aversees

and are subject to being influcnced by su@den ghiits in

axtornal circuﬁatancas, management is sometimes forced to

plan w%m‘é&%r%le‘%sg%’&%ﬁfg’ 3"2\ RBPs4- °°78°R°0?€‘7%009§)3§‘2"]
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cralization, it canm bo gald that agelipnments of young \

mroiesasionals are basoed on operstionxl need; fTewpered by
i .
a= wuch cousideration as aircnmmtances will perasit of the 1LLEGHB:

interosts and preferonces of the individual., Trox msnagoe
mant'n point of view, the sasigament practices of the
Agancy are souand,

e By careor traiieccs.

Loeal autonomy in ssking assiganenis repults in
a cegtain ﬁmﬂﬂaﬁ of oxpodient action and mal~allocsticn
of poople. In general, the young prolessional is
roasonably woll sunignod, In particular, poor asssigne
gsonts are made, arising out of two maln causes: (1)

/]

reguire supersession of lougerun porsosnel managezent

short-tors probloms of aﬁawatinnai necoasity which

principlen; and {2) indinerisinate slot-fiiling for itﬁ

own sshke, Some incldance of ﬁ:ame two phonomena is

unavoidable in & large organization with an active mission,
but we could control them botier than we are doing at V/X
Prosenit. ‘ _

a; Comnitiee conclusions,

In it discussion mf thiw mubsect.tha commitioe ILLECHB-
sprizcod a pumtaer of grovlems which had not beon m&atian&&_
in the weitten subndssions asde by comitteo members. -ﬂi
the conclusion of cur discussion it was sgreod that the

Tollowing sattors are of ﬁufficiaut im@@rtamﬁa to warrant(k/
Furthor ?‘d?&/ed For Release 2003/04/29 : CIA- RDP84 00780R003700090022-1 -
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, than there should bLe.

Pheadroon and he may expect to move up at 8 rate

ILLEGIB
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In sone parts of the Axency pﬁsiﬁi@nﬁ which Decone
open are advortiszed and An othors ihis practice is
not followed. %The reosult, in the iattex, iz that
an dndividurl seeking to move Iron opg vmgitiun ta
another may “walk the halls™, waking pvruonal
innuirdies omony frioands and ae&uaivtan&& ay to
possible openinge and ﬁt"endin" on as inforanl
syston of caatautﬁ snd 1nflpenca o forvard his
CRESCN .

Individuals on detached mervice L0063 obe Carcor
Service to apothor sometimes sulfer in corcer
agvancensnt, %he scrvice to which they arg !
attached is nobt responsible for their promotions |
or fuilure assimonoenis and thogervice Irom which
they come tends to forgef thom.,

hore s less rotation boetucen Career Borvices

Ynen & porson is initially asnigned to one Caresr
Scrvice or anothey his feturce rate of adviancenent
nay be prejudiced. In sone there s conslderanblo

coual to oy gomoetines bettey than that which N
obtains gonerally in Covernpent, Iu others, ’
headroom ia dipht pad advancement zlow. These
inequalities have an ocffect wpon worsle.

Sone comnponents of the Apency pake uze of the
develoment compleonent Technigue to croate
flexibility fer pesipnpent of personhiel, io
aandle short-tors and upewpocted tarsks, and
to aecommodate the azsigusnent pressuvreg which
ariso ia connection with heundguariers/fleld
rotrtion, Othors 4o not, with the result that
peonle sonctimcs sre asgigned ariificialily
bocaune of T/0 limitations and theliy talonts
are underutiliized,

In some areas the onalifications ssa roguired
of new capioyees have been incroassed in recont
vorwme, with the rosult that 8 puxber of
individuzls hired before these chanpes wore
nade find thepselves at a disadvagtage ian the
processes of agsigauent snd advancoemont.

ILLEGIB.<

Do

*
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€. ¥Tiveation pnd Trainiog

1. "«nrrmﬁt P e

a. ¥hat kinds of offethowiob trnimiug ArQ
inciuded ia the progran?

Off-thamiob teaining progroams include tralialog
cmm&uctaﬁkay our owa Ofiice of Traiﬁ&ng aud othor
Covernment sgencies, by Service Schools, colleges and
univorsitices, and technical scbhools. The kind and
&m@&gﬁ ot such training varies with the peeds of each“/
Cuarger Sorvice, Yor exumple, sone Careoey Hsrvices sre
iuvolved in Cooperative Work-Study Prograns which bea&mx
while prospective careor ftrainecs are @iill enrolled in
colloge. Othor Ceresy Scrvices ofier technlceal tralning
or fulleting advenced study to seleated ofiicers ¥t mwore
- gentor levols whe noed to keep sbreasst of ﬂﬁvﬂiépwaats in
ﬁﬁ@i?‘ﬁ?&f@ﬂﬁ%ﬂ&&l fhelds, Coperally, all Career Services
CROOUSrNES CRFOEX trainces to continue sﬁnﬁi&& which ﬁazz
foprove thdr knowledis Sud CoORpotonog,

e ¥hat percualage of time i gpent ia-afi-&hawﬁah '
tralaing Ly the frainec? ILLEGIB

Tioe spent iu,a££~thﬂuﬁa% trainiang verles widely,

Sepending upon the soeds of the Carcor Hervisce and the |
saods, prefereace and sbiiitien of the traiaﬂew it may r&nga?

§

from UG 10 25% or wore of cne's time. @u&ing als early 7

yoars of service, sverspging close taizﬁﬁ« ' f ILLECHB:

ox How is off~thawjod training sal&vﬁﬁd ier
- the Indiwvidosl tralnee?

. Approved For Release 2003/04/29 : CIA-RDP84-00780R0037000§0022-1
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weraining usvslly is rolated to the curgont or a
projucted nssipnmoent; 12 not, it iz provided to prepare
the traince for bighor lovel duties,

d, To what extent is @xtragavernmantax‘training
poed?

Txtracovoernnental trsidning 4z used to & very
considerable extont, particularly at graduste levels in
rolevant scadenmic disciplines and in technicsl fislds,

¢, ¥uat stopn ore talen o pgsure & balanco

awong lagsroon fraining, onethosjob
tratning, snd proeductive work assigomenta?

This guestion ioplice that & desirable balance
exintas nmong clusssrocn training, on-tha~job training,
angd productive work sssiguments.  Wo believe that thie
balance im different Jfor cach tralnes, depending uﬁon
his mae&a and the necds of hiz Coreer Service area.

Product 1va WOrN n&aﬁﬂmmaats are cophasizod, with approe

priate trainiag oncourased when it will enhance productivity

or develop potential fox future sssiguments,

2, Evaluation

Be By manapenent.

Tha Agency doos weill by its émplay&@s in providing
edusation and fraining. TFTralaing isn considerod a Eey partd
of carcer devolopmont snd bus the wnﬂauyagaw&ﬂt and support
of managesent,.. Az (he Agoncy has grown more nature, and -
26 wore supervisors have coné up In & system in which thoy

havv recedived training thomselves, the uttiﬁuﬂa toward
Approved For Release 2003/04/29 CIA:RDP84- 00780R003700090022-1
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training has bocone more positive, v

e By careor IrRLnGes,

Too kany supervisoers have taken a narrow view ot .
ﬁxaimiug, and fovor only that shich ds specikfically ralated‘d(

to tho curront sssignmont. Thus they ave loath to reloape

young officers for training of generel developmental value,(///‘a
and are roluctant in sugpesting trainisg wbich moy take ////;;?"

gighiticant time awsy from the job. A wide variety of

constivctive programs are available, bub they sbould be § 55
ralated wore systenutically to developasntal objectives “
snd mot Jjust to job needs. Tralnees recognize, howover,
that a growing nushor of supervisors are twars of the
'cantent of training aud thus can understand apnd apprecliate
the #raiuiﬂg which their new eaployees have received.

C. Coumitteco concliunsions

The connittes concludes that trainipog is an isportant
part of A cavevr program sud the Agency, gemerally, coes wall.
Ve yrecoguize, however, that we are still deficlent in long-
range planning of education and training, and that there %
iz no unifora awarencsa of traindag - and its importance -
amony the mejor componenis. The growing lnvolvezent of
supervisors at all levels o traloning, ou participants and
a2 instxuctors, is ﬁalpimg to develop & more gensral ngpram3
ciation of the program, and the realization is growing that |
there is no erxcuse for this Agency not to have adequiately
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oy various reavons bBoekying on tholr over-all sffectivensss,

supervisors of careor trainess.
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D, SBelecting and Modlvating Superviacrs fovy
Loreor Trainees

1. Cuvrent Prograns

. ©hat critoris fre used for the soleciion of
supexvisory for tralnecs?

There aroe no particular criteria for the zelectlon
of supervisora for career trainees, Young professlionals
gre assigned wheore necdaed, to positisas which lavolve
useful work asd afford soue rolevant developnenial
exyperiencs,. Supervisor geleostion genersily is based
an operational compotences, pericraince, senioritly, and

the heppenstance factors which may sffect any given

ILLEGIB -

Shoics.

. What methods are used o proparo this supele
visor for traiuving youny profossionais?

The Agency for several yoarg has cnphasised managencad

pud cupervisory training st intermedizte sad seajor levols,

Yo have po mdeguate mespure of the eftoctivensss axtiégjzzijzﬂffm,fﬂx
?/’(’/,,f

training.

. How und by whom are suporvisors chosen?

ILLEGIB |

Supervisors are cheosos by tho chaiu of coumand,

Fo pariiculey ouphasic is placed oz their nhillities as

d. Bow are mupervizors evaluated on their pere
Lormoncg &8 careor trajlves supervisors?

 danual fituens xuaawt&rﬁvalﬁatﬁ thelir total perforaanue,
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2. Tualuation

a, By nanagement.
In ecariier yeurs, and to soae oxtent ﬁadny, inadequute V//
supervicion was the greatest single causo of discontent
among Junior employces, aifecting, ag it doecs, almost 811
spects oi careoy dovelopment. The Agency bhas padoe B |
sorious effort to improve by increased atteation to

traioing, and progress has been uade, In aaaernl,

supervisors are consclous of thoelr nvwrall ranyanaibilitias
zo leaders and a@ngitﬁva to the particular requircusnts u/
of supervisiog young peopin, bDut soue will alwayas bo
1esa thon idenl. It appsara, slso, that we have some
internsl monifestation of the exteranal reoneration gap”
pot only in general teras but in torms of the older
ﬁuyerviaora' knowledps of tho tregendous progress in
toduy ts education and tochnology. All levols of managoe-
went have becn alerted by the Director to the nced to
concentrate on what might be culled flexible maturation
&t all levels to insure, [woONg othor things, the abxlityl
to secure, motivate and retaln topilight young people.

B, By careoy tralnocs. |

rraines evaluations tond naturally o rezlact R
1imited range of experisncce and observation, As 2
goacraiization, they recognize thet oporational coxpelence
is 2 valid - and is usually the primary - baeis on vhich
one wpmmwmawmmmmm&w%@%&h |
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temis Yo Lo overdons, & number of critical observations |
WETO ande, suchl an:

The guccess achieved by the Agency in solecting

€3 Tlrstelins supervisers bur a criticsl bosving
upol tho suocess of the nev enployes's early
caresr development, The imecdiste supervisor
has virtuslly coaplete responsibility for
defiinition of the work ssaignacnt, for training
&nd for counseliux. Hot emough eifart is -
expended by mobsgemant in moniioring supore ;aégigf
vivery porioraance 3t Junior levels, #

Poo many sopervisors sre go invelved in the
production part of thelr job that they fail
to recogniza thelr responsibility o geide
thaiyr young employecs who ars Jjust getting
started,

The personnel purt of the asuperviser's job

is ot given sulficiont caphasis oo o continuing
basis, There ghould be noxe ifacentives to good
perforamnce in thia rospoot.

>
.

ILLEGIB .

The trainee’s contact with managesent gloos

oo eften ot the immediate supsprvisory level

ond he fecls that eocholons z2bove hnve no

dnterest o wkat bappeus to hia,

AL Junior levels there are o nunbor of Suporw :
visors whe are lems gualified in overall reupocts
then tho youny profecsionals they supervise.

©, Committee conclusions,

The Azency ordingeily places collepe groaduates wndar

_—— WILEGIB |

LUupervisoys who are th@m%ﬁivﬂﬁ collegpe graduntes, and wo /|
have assumad that the individual vho ig advenced to &

Bupervisory position iam cepable of holding it., The points
sade by trainces would Xead one to questicn that gaﬁar&l -

vzsunption, aod the commitice concludes that we ohould

consider the stops which mizht be taken to weod out 3
Vouk BURESMSLEEFEr REida e 0030kIR 3G AR 80RANATFHQ090022-1
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E., Counseling Carecoyr Trailnces

1. Curcent Proprang

&, %hat provision Iz mpade for caﬁumalina cRTer

ILLEGIB

tyaineon?
There is no usifors systen for counsellng traingos,
Techunigues and procediurss vayy sssong Ceyveer Services, and
are initlivenced by such facltors as the natare and lceation

of the organizatiosal unit, the functions porforaed, and

the sanagerial style of the chain of coamand. The objectives

Cof counsoling are falrly conclstent - Lo promoles the job
suticfaction and the porforsance of trainecs geverally,
and to anticipate or aligviate problems -« bud mothods wyre
largely a matter of local detormination, Counselipg is
congidersd to De 2 vorrnl snd onegoing fucction of supeyre
visora and o special previﬂian is made fox other counseliag
cﬁannalm. |
b. %hot eriteria sre uood for the selecilon of
- coungolers and wihal assistance iz given to
Raelp prepars them for thedr role as counselarsa?
Thaere 4 litile or o foramai t@ﬁﬁﬁ&liﬁg o
caresy traloeces spd this ne Ageney criterin for the
selcotion and traluning of counselors, In thone Carcey

Sepvicen or organizationnl walits where porsoRnel counsoelors

E
v

ILLEGIB
ILLEGIB |

kave been da&igm%%aﬁ;»ﬁhag usually mre senior officers
wHe Ao awvare of Q&rﬂér @aawibilitie&:a&&vx%quiramﬁnta
in thetir respoctive areas_and kn%w the ﬁarré&t.aavlaym@nt*

ﬁi Wﬁmnq
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4o Evaluation
! - N
&, Iy sanageneal. : »

Mansgonent generdlily considers that prosent
arcangemelis are practicaile and sptisisctory. Xt in
recopnlzed thal the aboenrce of o more visible cereer
cosiiseling program may be & gap felt by wmany Junlor
¢uployoes, but it bacomes évi&ant &% 2eods arise thst
& good Jeal of counscilng is available on both adudne |
igtrative and persopal matiers. Top conmand recoently
- hag exprosasd concern on this subject and has direcied

that greater exmphasis e placed on counseling. It im

the majoerity view that counsoling arrzangesanty chould

suit the circumstances of the fuactional srea or Carcer
Service concorned,
| e Ry caracy troiness,

Careasr tralaeee regard the absence of o inatesonte y
nttemtian to counseling as an a2rea of sigdlficont wﬁakneﬁaé
in our personasl progras. Some commant that counseling
iz excullont during thoe introducisey poriocd of formal
training and settliing dnio the Job, and then lapses,

Cikers vote ithe inpersonaliily or the variously exhortatory '
or chiding asture of cotnmeling sossions, 0@h&rﬁ consant
tast counseling appeurs to bo 1oft to mupervisors, by defalt,
and the lattsr are overly voncersed with getiisg the job

dong, Perhaps the wajor eriticlsm is that counseling iz f

: AT I
) BL£O7SOR003700090022-1
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“too ILttlo or too late™, These are subjective reactions,
and we have ne valld measure of tho extent to which such
vicws are held. Thoy aro symptomatie, hdﬁaver, and
sungest that we aro sot paying euvough attention to the
truinee's nesd for communication znd for a botter undore
standing of the “why™ as well as the "what™ of his rols
in thoe Agongy.

<o Commiites conclugions,

The commitioe recognizes that tho counseling vhich

young employees want iz not hand-holding, but is realistic ILLEGIB

inforaation and advice about the opportunitics and regulrew
menits for careor dovelopument in the Azgncy. There is &
rencwel avarocness of counnseling in tho Agency and an
cxphasis on its signiticsnce, and we are doing somothing
about 4t, But the iapsct is not yot gonoral down the line,

Thore is much mﬁr& o do,  ¥We conclude f{urther that

coungeling kos 1o Do an orgenic part of the munagemont -
function; it can not successiully be superimposed upon,

oF apayt from, tha smywrviamrg ﬁhain'sf command .

F, Prozram Evaluation

L. Currest Proprany

Re ¥hat aritari&'ara witd to evalunate the elffcctivencss
of the ¢arcer tralues prograns?

Ho wniform criteris ere used to evaluate the affectiva-
nosns of prograns Agescy-wide on o regular snd continuwing

basis. <The comtinuing intorost snd concern of top manageasent
Approved For Rerlgq§e,2903lﬂ4429 ;;Q.IA-BPRQ -00780R003700090022-1
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are oxprowsed through command channels; gvaluative y

studies on particulayr aspects of programs are donw
irrepularliy by ceniral siaff units of thoe Gifices of
Training and Personnel; coumitices and task {orces arc
catablished from time %o time to cxamine broad aspects
ol professional manpowes management; and the Oi{fice of
the Iuwspector General conducts periodic sgurveys of
Agency orgapizstions znd functions which include evalu?—
tion ¢f traince programs,. Career Trazinees critique {
thelr training couses and are able, through noranl
supervisory channels, through suggestion programs,

and through imformal discussion and the "grapeviae” to

oxprass thely viowrs oo other aspocts o theiyr prograws.

be What technicues are used to evaluate programs?

‘Ca ¥ho iz involved in the evaluation process?

de ‘To what cxtent is the carcer trainee involved
in the evaluution of his own program?

o

ANSWERED IN a., ADCVE,

2. IFEuvpduation

A« By nanagencat.

The present decentralized pysten works satisfactory.

Thore is falrly conztant evalustion and fc¢odback to nmanapoment

through existing chasnels and procedures, but on a local

i \ '
baois: operating components koow fairly well what is going

on, but there is no goneral overview.

LA

GIA:RDPBA:00780R003700090022-1

T L el
1
i

Approved For Relea{é@ﬁo@?ﬁ 9.1

ILLEGIB

ILLEGIB




Approved For Release 2003!04/29 CIA RDP84 007}780R003700090022 -1

S bvm s -MJ

~2m

b By careor tyalnecs.

| b
Thare is need for a consizmtent and continuing review JT

of carcor trainee prograns on an Aponcy-wide basism, FPresent
systeass work fairly woll, but becauwse individuals hore and
theras use good managerial Jjudgment rather thian hocausge of

gny gystonatic organiuzationsl concern abdut such matiors,

BEolianco upon local digerotion is generally a good principle,

ILLEGIB

but in & compartuented organisation 4t can be overdone and
aon aocontunte o RArrow rﬁt&er than broad view of omployce
developnont,

Go Comsiitteos concliusicna,

We recosnize that our program evaluastion tochnigques
in the Agency, susumarized in paragraph lz, above, get only
partial and spotty roesulis, .Th@ questionnnire which

currontly is being admindstored to & broad sauple of recont

young profecscional smployees will, wo axpeat; provide good
tonizhts into the workings of some aspecis of our poersonnel
manggeacnt prograss, and ve pian to use the results of this

apd siatlar techniques ia eficctling improvemesnts lu the

ILLEGIB -

futuréﬁl'ﬁhﬂ copnitice rogards this ﬁvhjeatggﬁ-a piece of

unfinished business and will take it up sgainy

PART ¥X kS

A. Throuszh what chanbels doos your agenly insure
. that the idens and suggestions of young enployees
are oolicited and coumidaraﬂ by the usnagers
with autnmriﬁy o act?

Approved For Release 200,3104[29. ; CIA- RDP84 9 i80R003700090022-1
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With respect 1o farmai tralaing pregrens, trainces
critique thedyr courses and are invited to rogistor thodr
evaiuztions and suggestions, Otherviss, ideas and guggestions
are goliclted and considered thyouvgh normal supervisory
canpnels, through employes suggestion programs, througch
asccasional counaaling’ﬁaﬁﬁionw. and through informal
discussion,

B. To what extont do carecr trainces participate

airoatly in tho desipgn of their training
yrograms and in {he siucture and coatent
of thely work prograna? ,

Trainees <o not participate directly in any formal
gonse,. As noted 1o A shove, there is opportunity for
dizcussion, suzgestisn, oxprossion af prmfareﬁaea, and
ceitical evaluation, bu%.withiﬂ the contoxt qf noraal
work envirounent and suporvisory relations,

€. To what exient van young people working in

thio Federsl Government sorve £8 & limk between -
the Govennment and the student comuunity?

st it on
SRRt

1S
IR

Young enployees ¢an asrve a8 & 1ink LSetweon tho
Goveroment end the studont community to the extent that

[

they can bo used in public relations activitics, particu-cs
lordly with sespoct o their colleges and home commundticn,
and s field reoruiting. |

B, Row ¢np minoeyity group participstion ian
carecr training prograoms be incrcasod?
Uinority group pirticipation in carcer traineo prograss

” !'v’.’ ‘G')

vill be inereascd to the dxtont that we can find professionsi
Candidahpgprovse ForREleqin 008 0200400 ARDRAUATEARA03700090022-1
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